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Scenari o

It is 0800 on a typical Sunday norning. A famly is
sitting down to breakfast. Then, they hear what seens to be a
car door slammng in their driveway. An eerie feeling unsettles
a nother and father who have patiently awaited the safe return
of their son, a Marine, who has been deployed to Iraq in support
of Operation Iraqgi Freedomfor the past five nonths. The nother
peeks through the blinds and, to her dismay; an unmarked sedan
is parked in the driveway with two gentlemen dressed in mlitary
garb -- one in the Marine Corps’ green Service “A” uniform the
other, in the Navy Dress Blue. The nother and father are filled
with dread as they realize the probable news that cones with
such a visit. They have heard the stories, seen the news and
the novies. They know that they have lost their son. He has
beconme one of many service nenbers who gave the ultimte
sacrifice in the nane of freedom and denocracy. The nen
approach, the father slowy opens the door. After verification
of the famly's identification, the Marine begins the process
with the phrase, “W regret to informyou that your son, ...has
been killed in the line of duty” or words to that effect. The
famly goes through the full range of enotions -- sorrow, anger,
deni al, acceptance -- in an attenpt to grasp and give neaning to

their loved one’s sacrifice. After a day or two of nourning,



the grief nonentarily dissipates, yet the famly still wonders,

“Who is going to assist us with our son’'s affairs.”



As of QOctober 2005, over 2200 U. S. mlitary service
menbers, 750 of were Marines, have given their lives in support
of Qperations Enduring! and Iragi Freedom? Over 4800 ot her
Mari nes have received injuries of varying degrees of
seriousness.® Currently, 220 Marines are missing in action from
the Vietnam Era, 660 unaccounted for fromthe Korean Conflict, 1
fromthe Cold War, and 4700 fromWrld War Il .* To put these
nunbers in perspective, over 11,000 Marine famlies have
requi red casualty assistance in sone formor another, and the
nunber steadily clinbs. The Marine Corps Casualty Branch,
conposed of |ess than 20 Marines and civilians, handles
everything fromdeath and injury entitlenments, funeral honors,
and prisoner of war/mssing in action recovery. The Marine
Corps prides itself on providing the mninmmrequired human
resources, but the Corps is doing so at the risk of not properly
sourcing the manpower it requires through inefficient neans.
Restructuring the Mari ne Corps Casualty Section' s table of
organi zation in order to provide service nenbers and their
famlies with the attention they deserve is necessary.

The Current Manpower Structure

The Casualty Branch’s manpower structure does not support
what is required nor does it reflect, on paper, what it | ooks
like in reality. The table of organization, or T/O reflects a

manpower structure of 12 individuals of varying mlitary and



civilian pay grades — one Captain, one Lieutenant, one Gunnery
Sergeant, two Staff Sergeants, one Cpl one nonrated Marine
clerk, one GS13 as the branch head, two GS12's, and two GS09's
civil service enployees.® In reality, the branch is conposed of
5 civilians and 10 Marines: A captain, a first lieutenant, two
gunnery sergeants, two staff sergeants, two sergeants, one

corporal, and two |ance corporals. °

The T/O also only reflects
three sections — an Qperations Section, an Admi nistration
Section, and a Repatriation Section. Wen in reality the
Casualty Branch is conposed of four sections, each with distinct
m ssions: The admi nistration section handl es basic
correspondence for the branch, such as condol ence letters and
tenporary additional duty orders; the operations section, the
heartbeat of the branch, handl es casualty reporting,

coordi nati on and assi gnnent of the casualty assistance calls,
clainms and benefits; the funeral honors section coordinates
funerals of veterans and retirees; and the repatriation section
makes liaison with Marine famlies who have | oved ones captured
or missing. Three of the Marines within the Casualty Branch are
nmobi | i zed reservists who were assigned to active duty as
augnentees. These reservists are only allowed on active duty
for 179 days at a tinme. This neans that they have to submt
requests every six nonths to remain on active duty in support of

the branch. Currently, approval for such requests is not an



i ssue due to the global war on terrorism Moreover, the Marines
within the Casualty Branch are fromvarying mlitary
occupational specialties. Wth exception of the operations
officer, the bulk of the branch’s T/O require admnistrative
skills; however, only four Marines possess these skills. The
remai nder of the section reflects a variety of other skil
designations frominfantry to arnory. However, this can prove
to be detrinmental when an individual does not possess the
clerical or communication skills necessary to organi ze case
files, speak to famlies, and assist in the conpletion.

The advantage of the current structure is the continuity
that the civil service enployees bring without concern of tour
and service |limts and permanent changes of station; however,
this stability is not without sacrifice. The civilian enployees
cannot normally be forced to work past a 40- hour wor kweek
whereas the work schedul e of the Marines of the branch can be
can be tailored to the mssion with little relief. During
periods of major conflict, the casualty branch can be required
to work countless hours to facilitate the |level of care
expect ed.

One intangible lacking fromthe current structure is senior
| eadership. Although there is a GS13 at the hel mof the branch,
and can no doubt provide a certain |level of expertise, civilian

| eadership is no substitute mlitary | eadership. There is,



however, a conpany grade Marine officer within the branch that
can provide a certain |evel of |eadership as the operations

of ficer but even he/she could benefit fromthe adm nistrative
acunen and nmentoring that a seasoned field grade adjutant can
provide; After all, it is adjutants in the subordinate

organi zations that facilitate the Corps’ casualty assistance
program and who better to provide direction then soneone who has
experience as a custoner of the branch.

The exi stence of the funeral honors section not being
reflected on the T/O presents its own uni que set of problens.
Mlitary nenbers that conprise the funeral honors section are
nobi | i zed reservists. Because the section is not reflected on
the T/O the enlisted assignnent nonitors are not obligated to
backfill the positions should they becone vacant.

Lastly, the Casualty Branch and Hospital Liaison
relationship is not being optimzed. Currently the Hospital
Iiaison teans provide CACOtype services to Marines and famlies
who are either in an inpatient or outpatient status at various
mlitary nedical treatnent facilities (MIFs). The Marine Corps
Casualty Branch keeps case files on all deceased, seriously
ill/injured (SI) or very serious ill-injured who are being
treated in these MIFs as are the liaisons. This seens to be
unnecessary duplication of efforts with one caveat. The

iaisons report to the commanders of the MIFs whereas the



Casualty Branch reports to the Conmmandant the Marine Corps, who
is ultimtely responsible for the status and care of Marines.
Li ke conbat cargo officers aboard ship, the |iaisons have no
loyalty to Marine Corps with exception to their inherent duties.
The advantage to the current structure is the Marine Corps is
not responsible for the infrastructure that the Iliaisons are
housed or the funding; however, there is the potential for a
rift whereas the liaison is under no obligation, with exception
to courtesy, to provide shared situational awareness of the
status of patients to the casualty branch
Proposed Structure

Criticismof the current structure should not cone w thout
a viabl e proposal on howto correct it. First, The T/ O nust be
renodel ed to reflect a nore robust adm nistrative staff; Not
necessary with nunmbers, but with experience. Addressing the
| eadership should be the initial priority. A field grade
adj utant should be placed in charge of the casualty branch to
give it the aforenentioned | eadership and admi ni strative
know edge required. The GS13 woul d nmake an excel |l ent choice for
assi stant branch head and would still give continuity to the
section. The operations chief is a billet nore suitable for a
mast er sergeant vice a staff sergeant. The change would add to
the experience and maturity |evel of what the billet requires as

wel | as appropriate |level nentorship of the junior enlisted of



the branch and the staff nonconm ssioned officers (SNCGs) of
subordi nate units.

Next, the Funeral Honors section nust be delineated on the
branch’s T/O  The section should be | ead by a seni or SNCO
preferably a gunnery sergeant with a drill instructor
background. This would ensure some wor ki ng know edge of dril
and cerenoni es and supported by a staff sergeant and possibly
two clerks. The benefit to renodeling the T/Oin such a way
woul d ensure routine sourcing fromw thin the regular Marine
Corps and not be dependent on the reserves. This doesn’'t
prevent from augnenting the section with reserves during periods
of increased operational tenpo.

Lastly, the Marine Hospital Liaisons should be task
organi zed under the Marine Corps Casualty Branch. This would
ensure shared situational awareness and elimnate the
duplicating of admnistrative efforts. The |iai sons woul d be
required to report to the casualty branch on a periodic basis
t he whereabouts and status of each Marine patient and woul d be
anot her conduit for the casualty branch to take care of Marine
famlies.

Concl usi on

When a recruit enlists, a plebe enters the naval acadeny,

or an officer candidate takes the oath of office to the join the

Marine Corps, he or she does so with the understanding that a



prom se is being made to him her that the Marine Corps will take
of hinmlher and his/her famly in the event of their dem se.

Wth that prom se is the inherent guarantee that the Corps wll
mai ntai n an appropriate manpower structure to ensure adequate
support is given. Although, credit should be given to the
Marine Corps Casualty Branch for being the “Iron Man” of the
Marine Corps and that it can do nore with | ess; however, is this
an area that such an exanpl e should be set? Restructuring the
T/ O woul d ensure nuch-needed | eadership; routine sourcing and
conpl i ance with congressional mandates.’ Above all else the
famlies woul d be better served and Marine Corps woul d al ways be

able to say it kept its promse to the famlies.

10



Not es
1. *“U S Mlitary Casualties.” Operation Enduring Freedom

Casual ties. Cctober 30, 2005. http://ww.icasualties.org/oef/

2. “Mlitary Casualties.” Iraq Coalition Casualty Count

2005. October 30, 2005. http://icasualties.org/ QF//

3. Baines, Walter. “Re: Marine Corps Casualty Statistics.”
Emai | message to aut hor, Cctober 15, 2005

4. Johnson, Hattie, Head, Marine Corps PONM A section,
Mari ne Corps Casualty Branch. Interview by author. Cctober 7,
2005.

5. Jones, Kenneth., Captain, USMC. Operations Oficer,
Marine Corps Casualty Branch, Quantico, VA Enmail nmessage to
aut hor, Decenber 14, 2005.

6. Marine Corps Casualty Branch Tabl e of Organi zation

7. Rick Maze, “Congress Orders Better Casualty

Assi stance,” Marine Corps Tines, 30 January, 2006, 21.

11



Bi bl i ogr aphy
“U S, MIlitary Casualties.” Operation Enduring Freedom
Casual ties. Cctober 30, 2005.

http://ww. icasualties. org/oef/

“Mlitary Casualties.” Irag Coalition Casualty Count 2005.

Cct ober 30, 2005. http://icasualties.org/OF//

Bai nes, Walter. “Re: Marine Corps Casualty Statistics.” Enail
message to author, Cctober 15, 2005

Johnson, Hattie, Head, Marine Corps PONM A section, Mrine
Corps Casualty Branch. Interview by author. Cctober 7,
2005.

Jones, Kenneth., Captain, USMC. Operations Oficer, Mrine
Corps Casualty Branch, Quantico, VA. Email nessage to
aut hor, Decenber 14, 2005.

Maze, Rick, “Congress Orders Better Casualty Assistance,” Marine

Corps Tinmes, 30 January, 2006, 21.

12



